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time often  go  unrecognized  in  spite  of  the  commander's  desire  to  do  so 
because  there  is  no  existing  procedure  that  will  tangibly  and  appropriately 
recognize  the  exact  degree  of  achievement. 

Company,  Detachment,  and  Battery  level  commanders  were  selected  since 
that  is  the  lowest  level  where  the  needs  of  a large  number  of  employees 
must  be  matched  against  the  coverage  or  shortcomings  of  the  existing  awards, 
management,  and  promotion  systems. 

By  this  method  the  following  two  hypotheses  were  tested: 

1.  Lesser  achievements  should  be  tangibly  and  appropriately  recognized. 

2.  A method  of  providing  appropriate  and  tangible  recognition  can  be 
identified . 

As  a result  of  the  survey  and  the  study,  both  hypotheses  were  accepted. 
The  primary  findings  of  the  study  were  considered  significant. 
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ABSTRACT 


Some  noteworthy  achievements  of  lower  ranking  enlisted 
men  in  peacetime  often  go  unrecognized  in  spite  of  the 
commander’s  desire  to  do  so  because  there  is  no  existing 
procedure  that  will  tangibly  and  appropriately  recognize 
the  exact  degree  of  achievement.  For  this  study  these 
noteworthy  achievements  are  designs l^ed  as  lesser  achievements. 
All  officer-supervisors  are  familiar  with  them.  They  exist 
in  degree  and  are  generally  identified  as  achievements  that 
are  exceptional  and  significant  and  should  be  recognized. 

The  problem  arises  in  that  the  existing  recognition  devices 
that  provide  tangible  recognition  such  as  a decoration  do  not 
come  dovjn  to  the  level  where  these  achievements  occur.  This 
leaves  the  officer-supervisor  in  a situation  of  neglecting 

the  employee  or  using  some  substitute  measure  to  recognize 
the  employee’s  efforts. 

Research  in  the  Behavioral  Science  field  revealed  that 
providing  praise  and  recognition  of  an  individual's 
achievements  creates  a more  stable  and  productive  person. 
Failure  of  the  person  to  obtain  needed  recognition  can  result 
in  frustration,  grievances,  and  non-productive  behavior. 

This  presents  a fairly  strong  case  against  neglecting  the 
employee. 
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Since  the  problem  definitely  exists  the  solution  may 
not  exist  in  the  current  awards  system.  If  it  does,  othar 
exigencies  must  obscure  or  prevent  its  comfortable  imple- 
mentation, One  logical  approach  is  to  determine  the  ralnj.mum 
change  to  the  existing  system  that  would  solve  the  problem. 

Using  this  approach,  an  exploratory  study  was  conducted 
with  a survey  questionnaire  that  asked  if  lesser  achievements 
should  be  recognized  at  all.  if  an  affirmative  answer  was 
received,  the  subject  was  asked  to  rank  order  the  following 
five  options  as  possible  solutions  to  the  problem. 

1.  Providing  an  appendage  to  the  Good  Conduct  Medal  and 
allowing  its  issue  for  achievement  as  well  as  service  plus 
a numerical  device  to  show  the  number  of  awards  received. 

2.  "Forcing"  the  lesser  achievement  into  an  existing  reward 
of  some  kind. 

3.  Developing  some  new  awards  for  low  ranking  EM  that  are 
obtainable  easier  and  faster  for  achievements  that  rank 
below  an  Army  Commendation  Medal  and  deserve  a decoration 
while  retaining  the  present  system  for  all  other  enlisted 
and  officer  ranks. 

4.  If  the  individual  is  qualified  in  all  other  aspects, 
defer  recognition  and  consider  the  lesser  achievements 
toward  promotion  considerations. 

5*  Use  the  Certificate  of  Achievement  if  there  was  an 
appropriate  decoration  to  be  worn  to  show  its  receipt  and 
the  number  of  awards  received. 

These  specific  options  were  developed  from  experience,  pilot 
surveys  and  interviews. 
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The  questionnaire  also  requested  spontaneous  open- 
ended  commentary  and  experience  data  from  the  respondent. 

The  respondents  were  students  at  the  Command  and  General 
Staff  College  who  had  had  command  within  two  yeara  prior 
to  this  study.  Their  selection  for  attendance  at  the 
College  attested  to  their  expertise.  Their  experience 
insured  their  familiarity  with  the  problem,  the  systems,  and 
possible  solutions. 

Company,  Detachment,  and  Battery  level  commanders 
were  selected  since  that  is  the  lowest  level  where  the 
needs  of  a large  number  of  employees  must  be  matched 
against  the  coverage  or  shortcomings  of  the  existing 
awards,  management,  and  promotion  systems. 

By  this  method  the  following  two  hypotheses  were 

tested: 

1.  Lesser  achievements  should  be  tangibly  and  appropriately 
recognized. 

2.  A method  of  providing  appropriate  and  tangible  recognition 
can  be  identified. 

As  a result  of  the  survey  and  the  study,  both 
hypotheses  were  accepted.  The  primary  findings  of  the  study 
were  considered  significant. 

A,  Recognition  of  lesser  achievements  was  favored  by  a 
ratio  of  6,69  to  1 by  the  subjects  sampled. 

B,  From  the  alternatives  offered,  the  first  choice  for 
recognition  of  lesser  achievements  was  to  devise  a suitable 
decoration  to  accompany  the  existing  Certificate  of 
•Achievement,  The  other  options,  abbreviated  and  listed  in 
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order  of  preference  were:  promotion,  new  awards,  Good  Conduct 

medal,  and  "forcing”  the  description. 

The  secondary  findings  of  the  suj?vey  were; 

1*  A strong  anti-decoration  attitude  is  present  among  some 
elements  of  the  sample. 

2.  Pro-decoration  subjects  want  lower  level  approval,  preven- 
tion of  malpractice,  and  the  use  of  existing  and  new 
decorations. 

3»  Awarding  promotion  points  for  lesser  achievements  was 
considered  by  some  subjects  as  providing  adequate  recognition. 
4.  Assorted  administrative  actions  are  felt  to  provide 
adequate  recognition  by  some  exa.minees. 

Some  additional  ideas  such  as  small  cash  awards  and  an 
Army  Achievement  Medal  may  have  merit  and  could  be  studied 
further. 

Implementation  of  the  most  popular  option,  the  Certificate  of 
Achievement  with  an  appropriate  decoration  is  an  attractive 
bonus  of  the  study.  Relatively  few  significant  changes  to 
the  criteria  contained  in  the  awards  regulation  are  required 
other  than  to  design  and  authorize  a decoration  to  be  issued 
with  the  Certificate  of  Achievement.  A specific  decoration 
and  suggested  test  procedures  prior  to  its  implementation  are 
pres(3nted  within  the  study. 

The  details  of  controversial  Issues,  difficulties 
e3:perienced,  future  study,  and  implementation  of  the  primary 
findings  are  covered  throughout  the  study  as  they  arise. 


TABLE  OF  CONTENTS 


$ 


TliESIS  APPROVAL  PAGE  

ABSTRACT  

LIST  OF  TABLES  

LIST  OF  FIGURES  

Chapter 

!•  THE  PROBLEM,  DEFINITIONS,  AND  ASSUMPTIONS  • • • 

INTRODUCTION  , 

THE  PROBIEM  

Statement  of  the  Prohl#M , , 

Background  of  the  Problem  

Importance  of  the  Problem  

DEFINITIONS  OF  TERMS  USED  

ASSUMPTIONS  

HYPOTHESES  TO  BE  TESTED 

LIMITATIONS  OF  THE  STUDY 

OUTLINE  OF  THE  THESIS 

II*  REVIEW  OF  RELATED  LITERATURE 

BEHAVIORAL  CONSIDERATIONS  

Self-Esteem  ••••••..o.  

Praise  and  Punishment 

Incentives 

Grievances 

vii 


o ii 
. iii 

X 

xi 

Page 

1 

1 

3 

3 

3 

5 

6 

7 

8 
8 
8 

10 

. 10 
. 10 
. 13 

, m- 

. 17 


Chapter 


vlli 


III. 


IV. 


ENLISTED  PERSONNEL  MANAGEMENT . . . 

Promotions 

AWARDS  

History  ..  ••••... 

Present  Array  Airfiards  System 

SUMMARY  

Scope  .....  

Observations  .....  


Page 

18 

18 

20 

20 

21 

23 

23 

2^ 


RESEARCH  DESIGN  AND  METHODOLOGY  

RESEARCH  DESIGN  ...  

SAMPLING  PROCEDURES 

Relevant  Population  ...  

fubject  Selection  and  Qualification  

Sample  Size  ....  

METHODOLOGY  

The  Research  Instrument  ........... 

Analytical  Model  ..  

Statistical  Methods  

LIMITATIONS  OF  THE  STUDY  

FINDINGS  

OBTAINING  THE  DATA 

RESPONDENT  CHARACTERISTICS  OF  SURVEY— PART  1 . . 

FIRST  HYPOTHESIS  OF  SURVEY— PART  2 

Hypothes5.s  1..., 

SECOND  HYPOTHESIS  OF  SURVEY— PART  3 

Hypothesis  2.....,,,,,,., 


25 

25 

27 

27 

27 

28 
29 
29 
33 
33 
33 
35 
35 

35 

36 

36 

37 
37 


Chapter 


lx 


Page 

COMMENTS  AND  OTHER  SOLUTIONS  IN  SURVEY— PART  3 . 39 

Pro-Decoration  Comments  40 

Anti-Decoration  Comments  •••••••••««  4o 

Promotion  Comments  Ifl 

Administrative  Comments  ••••«•••••• 

Anti-Recognition  Comments  •••••••••• 

Miscellaneous  Comments  J+1 

SUMMARY  OF  FINDINGS 

Primary  Findings  

Secondary  Findings  if2 

V.  CONCLUSIONS  AND  SUMMARY 

CONCLUSIONS 

Inferences  Drawn  from  the  Survey  Findings  • • Uk 
Part  !•— respondents  characteristics  • • • • 44 

Part  2«— first  hypothesis 45 

Part  3 •—second  hypothesis 45 

Limitations  of  the  Findings 48 

Application  •••.,  48 

SUMMARY 

roXOMMENDATIONS 

FOTURE  RESEARCH 

APPENDIXES , 53 

A,  The  Questionnaire 

B,  Tabulated  Data 

C,  Verbatim  Comments  ^cj 

66 


BIBLIOGRAPHY 


O 


c 


LIST  OF  TABLES 


Table 

1*  Individual  Background  Data  • • , , , 

2*  Branch  Representation 

3»  Kendall *3  Coefficient  of  Concordance 
Order  of  Preferred  Improvements  , , 


Page 


35 



37 

39 


LIST  OF  FIOUBES 


Figure 

1*  Utility  of  Money  for  Need  Satiafactlon  • • • • • 16 

2.  Research  Design  Model  26 


xi 


Chapter  I 


THE  PROBLEM,  DEFINITIONS,  AND  ASSUMPTIONS 
INTRODUCTION 

An  employee  or  soldier  who  is  average  in  performance 
will  occasionally  perform  some  act,  service,  or  demonstrate 
a personal  talent  that  is  a genuinely  commendahLe  accomp- 
lishment, They  are  identified  for  purposes  of  this  study 
as  lesser  achievements.  If  a means  exists  to  tangibly  and 
appropriately  recognize  the  accomplishment,  the  supervisor's 
correct  action  is  obvious.  However,  an  adequate  managerial 
technique  to  "fit”  all  levels  of  accomplishment  does  not 
appear  to  exist.  When,  how,  and  to  what  degree  the  super- 
visor recognizes  the  accomplishment  may  have  critical  and 
long  term  effects  on  the  morale,  motivation,  and  general 
satisfaction  of  the  individual  that  cannot  be  immediately 
forseen.  Exploration  of  the  problem  has  been  confined  to 
ascertaining  if  these  selected  lesser  accomplishments 
should  be  recognized  and  if  so,  how  best  to  do  so. 

The  list  of  examples  shown  below  is  not  meant  to  be 
all  inclusive.  It  illustrates  the  level  of  achievement 
under  discussion  and  has  been  developed  from  the  experiences 
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that  officer-supervisors  have  had  with  the  difficulties  oi 
providing  recognition  that  fits  the  particular  achievement 

of  lower  ranking  enlisted  men; 

1.  Significant  contribution  to  unit  readiness. 

2.  Unusual  participation  in  community  relations. 

3.  Exceptional  and  protracted  appearance  or 
performance. 

4.  Exceptional  performance  on  physical  training 

tests. 

5.  Significant  contribution  to  welfare  or  morale 
of  unit,  office,  ship,  grn,  tank,  etc.;  such  as, 

entertaining,  extra  help,  ideas,  etc. 

6.  Exceptional  conservation  of  supplies  and/or 

equipment. 

7.  Significant  increase  in  education  while  on 
active  duty. 

8.  Continual  ideas  and/or  suggestions  resulting 

in  significant  improvements. 

9.  Continual  and  exceptional  performance  in 

sports  competition. 

10.  Exceptional  effort  in  support  of  Armed  Forces 
Day,  civilian  displays,  parades,  etc. 

The  difficulty  of  affixing  a specific  definition  to  lesser 
achievements  probably  contributes,  in  part,  to  their  not 
being  recognized  appropriately.  They  exist  but  only  in 
degree.  This  necessitates  the  use  of  terras  such  as 
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'•significant  contribution",  "exceptional",  and  "unusual 
participation".  In  the  final  analysis  it  is  the  officer- 
supervisor  or  commander  who  must  decide  what  is  "significant, 
exceptional,  and  unusual,"  ' 


THE  PROBLEM 

Statement  of  the  Problem. 

The  twofold  problem  consists  of  a yes-no  decision 
and  its  subsequent  elaboration  as  follows: 

1,  Should  lesser  achievements  be  recognized, 

2,  Gan  a method  of  providing  adequate  tangible 
recognition  for  lesser  achievements  be  identified  and  if 
so  what  is  it. 

Background  of  the  Problem, 

The  army  has  constantly  sought  means  of  retaining 
good,  experienced,  and  trained  soldiers  in  order  to  reduce 


draft  quotas,  recruiting  structure,  training  requirements, 
and  so  forth.  One  fioistrating  aspect  of  retaining  the 
soldier  is  his  dissatisfaction  with  the  service.  Some  of 
these  dissatisfactions  have  been  identified  as,  "Unattractive 
iivlng  conditions,  inadequate  and  impersonal  post  services, 
and  an  atmosphere  which  seems  to  dilute  the  dignity  of  the 
Indlvudual,  , , The  dissatisfaction  with  the  army  is 

psychologically  related  to  whether  his  basic  needs  are  met. 


^Department  of  the 
undated,  p,  30, 


Army,  Modem  Volunteer  Armv^ 
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now  or  in  the  past.  These  needs  as  defined  by  Abraharo  Maslov 
are  physiological,  safety,  belongingness  and  love,  self- 
esteem and  self-actualizatlon.2  Considering  them  in  order, 
first  two,  physiological  and  safety,  should  be  adequately 
provided  for  by  the  very  organization  and  strength  of  the 
army.  Belongingness  and  love,  the  third  need,  has  al>«iys  been 
well  provided  for  by  the  army,  in  a discussion  of  hou  people 
seek  this  togetherness  against  some  common  threat,  Maslow  says 


thing  was  observed  in  groups  of 

aSd^intiiJc?  unwanted  brothLliness 

ana  im;iina.cy  by  their  common  external  danepr  anri 

my  stlok  toother  throughout  a ff ^ 

Consequence.’ 


This  same  togetherness  is  apparent  to  a lesser  degree  in 
peacetime  army  units  with  the  establishment,  boredom,  or 
working  conditions  being  forced  into  the  position  of  the 
common  threat.  The  married  soldier  has  his  wife  and  family 
and  may  not  depend  upon  the  army  for  satisfaction  of  this 
need  as  greatly  as  does  the  unmarried  soldier. 

The  next  higher  need  with  which  to  be  concerned  is 
self-esteem.  Satisfying  this  need  which  requires  ".  . .the 
deserved  respAct  of  others.  . is  a more  difficult 
problem.  The  soldiers  must  do  something  truly  notable  of 
which  their  peers  are  aware.  Due  to  the  relatively  large 
number  of  low-ranking  enlisted  men  in  the  average  military 


(2d 

^Ibid.,  p,  44.  4bld.,  p.  46. 
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unit  and  facility  of  the  Jobs  held  by  them,  accomp- 
lishments which  are  significant  for  their  level  can  easily 
be  overlooked  and  not  fully  appreciated  by  their  peers  unless 
attention  is  deliberately  directed  to  them. 

Failure  to  obtain  self-esteem  can  result  In  either 
Increased  motivation  or  frustration  and  destructive 
behavior,^  For  the  individual  who  does  become  frustrated 
and  blames  the  army  for  what  are  actually  his  own  flaws  or 
failures,  the  opportunity  to  leave  the  army  at  the  expiration 
of  his  term  of  service  may  be  a welcome  relief.  This  can  be 
advantageous  to  the  army  if  the  individual  is  a marginal 
performer;  however,  all  too  often  he  is  an  effective  soldier 
who  has  become  disappointed,  frustrated,  or  alienated 
because  of  not  obtaining  some  basic  need  such  as  self-esteem. 

If  the  concept  related  above  is  indeed  the  case,  the 
opportunity  to  deliberately  Identify  and  recognize  an 
individual’s  talents  and  accomplishments,  and  thereby  make  a 
significant  contribution  towards  providing  the  needed  self- 
esteem, should  be  taken  advantage  of.  If,  on  the  other  hand, 
it  is  the  opinion  of  military  supervisors  that  lesser 
achievements  should  not  be  recognized,  then  that  in  itself 
would  be  of  some  significance. 


Importance  of  the  Problem. 

If  it  can  be  determined  that  lesser  achievements 
should  and  can  be  appropriately  recognized  in  the  array,  a 


^Herb^rt  J.  Chruden  and  Arthur  W 
Management  (3d  ed.,  Cincinnati 
Publishing  Company,  1968),  pp.  416-4-17. 


Sherman,  Jr., 
South-Western 
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valuable  tool  for  increasing  satisfaction  and  reducing 
retention  problems  may  have  been  identified.  Another 
result  might  be  that  of  having  more  self-confident  and 
productive  soldiers  in  the  army. 

DEFINITION  OF  TEHMS  USED 

Except  as  noted  by  appropriate  reference  the 
following  terms  used  in  this  study  are  defined  as  shown. 

Management. 

A process  of  establishing  and  attaining  objectives 
to  carry  out  responsibilities.  Management  consists  of 
those  continuing  actions  of  planning,  organizing, 
directing,  coordinating,  controlling,  and  evaluating 
the  use  of  men,  money,  materials,  and  facilities  to 
accomplish  missions  and  tasks.  Management  is  inherent 

does  not  include  as  extensive 
authority  and  responsibilities  as  command.^ 

Decoration. 

Distinctively  designed  mark  or  honor  denoting 
heroism  or  meritorious  or  outstanding  service  or 
achievement./ 

Bureaucracy. 

j nonelective  government  officials:  an 

admnistrative  policy  making  group;  government  char- 
acterized  by  specialization  of  functions,  adherance 
to  fixed  rules,  and  a hierarohy  of  authority; 
proliferation.®  ’ 


of 


Regulation  310-25,  Dictionary 
Termg^ ^Ofeshington:  ODvernment  Printing 


i,T9?2i,  p:  312: 

^Ibid.,  p.  168. 
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Reward. 

Something  that  is  offered  or  given  for  some  service 
or  attainment.' 

Capfible  of  being  perceived  especially  b>  the  sense 
of  touch. 

Hierarchical. 

Of  or  relating  to  a hierarchy.  (Hierarchy  3.  A 
body  of  persons  in  authority. ^ 

Population.  * 


A body  persons  having  a quality  or  characteristic 
in  common.  [All  successful  company  level  commanders  of  the 
two  years  proceeding  this  study ^ 

Award. 

Recognition  given  to  individuals  or  units  for 
certain  acts  or  services. ^3 


ASSUMPTIONS 


The  following  assumptions  havo  been  made  in  the 

course  of  this  theslqs 

1.  That  the  body  of  knowledge  known  as  behavioral 
science  is  as  applicable  to  peacetime  military  organizations 
as  civilian  industrial  organizations. 

2.  That  the  managerial  and  group  relationships 
within  military  peacetime  organizations  are  similar  to  those 
within  civilian  organizations  with  a possible  exception  being 

9lbid.,  p.  737.  ^°Ibid.,  p.  901.  l^Ibid.,  p.  392. 
3-2ibid.,  p.  661. 

-^^Department  of  the  Army  Regulation  310-25,  p.  72. 
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that  the  objective  of  most  civilian  organizations  is  the 
profitable  production  of  a product  whereas  the  army  objective, 
although  difficult  to  specify,  is  oriented  toward  more 

effective  performance  of  the  individual  and  subsequently  the 
organization. 


HYPOTIiESES  TO  BE  TESTED 

As  identified  for  this  thesis,  the  hypotheses  are  as 

follows: 

1.  Lesser  achievements  should  be  tangibly  and 
appropriately  recognized. 

2o  A method  of  providing  appropriate  and  tangible 
recognition  can  be  identified. 

LIMITATIONS  OF  THE  STUDY 

As  the  study  began  to  develop,  it  became  necessary 
to  impose  restrictions  on  its  scope  in  order  to  prevent  its 
being  invaded  by  a multitude  of  irrelevant  and  unnecessary 
Gompxicatlons,  Accordingly,  the  study  is  concerned  solely 
with  the  peacetime  achievements  of  low  ranking  (E1-e4)  enlisted 
men.  Due  to  limitations  in  time,  distance,  and  other 
policies,  the  questionnaire  was  administered  to  military 
supervisors  who  had  had  recent  company  level  experience  with 
the  achievements  of  soldiers  and  current  managerial  techniques 
of  the  army. 


OUTLINE  OF  THE  THESIS 


Chapter  II  is  a review  of  literature  that  has  a 
beai ing  on  the  problem.  It  encompasses  the  behavioral 


r 
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science  considerations j low  ranking  enlisted  promotion 
policy,  and  army  awards  system* 

Gliapter  III  contains  the  methodology  to  include 
I the  research  design,  subject  selection,  and  a discussion 

of  the  questionnaire. 

Chapter  IV  contains  the  findings. 

Chapter  V interpretes  the  findings,  draw* 
conclusions,  and  makes  final  recommendatlon( s) , 


Chapter  II 


REVIEW  OF  RELATED  LITERATURE 


BEHAVIORAL  CONSIDERATIONS 


Self-Esteem^ 


Abraham  Maslow  lists  man’s  basic  needs  as  being; 
physiological,  safety,  belongingness  and  love,  esteem, 
and  self -actu£. Illation, ^ Although  each  is  important,  the 
need  for  self-esteem  is  the  most  significant  insofar  as 
thxs  study  is  concerned. 

Esteem  needs  are  felt  to  be  of  central  importance 
by  psychoanalysts  and  clinical  psychologists.  In  the 
words  of  Maslow,  ".  . .satisfaction  of  the  self-esteem  need 
leads  to  feelings  of  self-confidence,  worth,  strength, 
capability,  and  adequacy,  of  being  useful  and  necessary 
in  the  world. ^ separate  discussion  of  how  blocking 
the  path  to  goals  causes  destructive  behavior,  Maslow  cites 
several  examples.  One  of  the  most  appropriate  is  as  follows 


of  the  concomraitant 

thP  threat  of  thwarting 

the  basic  needs,  any  threat  to  the  defensive  or  coping 


^Abraham  H. 
C2ci  ed..  New  York: 


Maslow,  Kotlvation  and  Personality 
Harper  and  Row,  195H-)  , pp. 3^-4^, 


» 


2lbid.,  p. 
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system,  any  threat  to  the  general  way  of  life  Is  likely 
to  be  reacted  to  by  anxiety-hostility,  which  means  that 
hostile,  aggressive,  or  destructive  behavior  may  very 
frequently  be  expected  in  such  reactions.  This  is 
ultimately  defensive  behavior,  counterattack  rather 
than  attack  for  its  sake. 3 

Stated  another  way,  the  tension  created  by  finding  the  path 
to  a goal  such  as  self-esteem  blocked  usually  manifests 
itself  as  frustration.^  Frustration  can,  of  Itself, 
generate  aggression,  regression,  fixation,  and  resignation,^ 
If,  however,  the  need  is  gratified,  the  ne:^t  higher  need 
becomes  predominate.^  Maslow  agrees  that  self-actualization, 
the  next  higher  need,  will  then  become  the  prime  motivator. 7 
Since  self-actualization  must  consider  the  Idlosyncracles 
of  each  individual* s desires  and  capabilities,  it  is  beyond 
the  scope  of  this  study.  ' 

It  appears  that  the  individual's  drive  to  be 
recognized  and  "be  somebody"  exceeds  his  fear  of  the  fact 
that  the  destructive  behavior  mentioned  previously  will 
probably  be  punished  by  supervisors.®  Since  this  attention- 
getting  behavior  is  an  uncomfortable  solution  at  best,  it 
is  used  only  until  the  opportunity  exists  to  change  the 


3lbid.,  p.  126. 


^Herbert  J.  Chruden  and  Arthur  W. 
Personnel  Management  (3d  ed.,  Cincinnati: 
Publishing  Company,  1968),  p.  kl7. 


Sherman,  Jr., 
South-Western 


^Norman  R 
zations  (4th  ed.. 


. F.  Maier,  P_sychology  in  Industrial  OrKanl- 
A t lanta : Houghton  Mifflin  C^orp.,  19/^3),  p’ . 


^Chruden,  p.  303.  ^Maslow,  p.  46, 

Q 

J.  Munro  Fraser,  Industrial  Psychology 
Pergaraon  Press  Ltd,,  196 b ) , pp . 7:^- . 


(Oxford: 
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situation.  Usually  the  solution  is  to  leave  the  organi- 
sation in  the  hope  that  one  can  be  found  that  does  provide 
the  requisite  recognition.^  This  drive  for  attention  is 
probably  best  stated  by  Alice  and  Lester  Crow; 


oTh-i  disapproval,  however,  is  more 

than  it  is  to  be  Ignored.  If  a person's 
adjustment  is  adequate,  he  earns  desired  attention, 
it  Is  only  when  ordinary  behavior  fails  to  attract 
coments  from  others  that  he  may  feel  the  need  of 
bringing  attention  to  himself  by  means  of  spectacular 
or  unconventional  (Maslow  used  "destructive"^®j 
behavior.  This  urge  is  common  among  children  but  is 
characteristic  also  of  adolescents  and  adults. 


Douglas  McGregor's  theory  of  X and  Y further  exposes 
the  need  for  internal  motivation.  Theory  X assumes  the 
average  man  to  be  basically  immature  and  requiring  a high 
degree  of  external  control.  Theory  Y assumes  the  average 
man  is  potentially  mature  and  requires  a lessening  degree 
of  external  control  as  his  self-control  increases  due  to 
individual  growth. William  Haney's  interpretation  of 
McGregor's  theory  is  that  management  should  consider  the 
person's  current  degree  of  maturity  and  seek  to  develop 
the  individual's  self-control  since  this  approach  provides 


9philip  B.  Applewhite, 
(Englewood  Cliffs,  New  Jersey: 
1965),  p.  26. 


Organizational  Behavior 
Prentice  Hall,  Inc., 


l%aslow,  p.  126. 

T-.  , , Crow  and  Lester  D»  Crow,  Understanding  Our 

Ishavi^  (Hew  York,  New  York:  Alfred  L' toopf,  Bg&f,  p(  157. 
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satisfaction  of  the  self-esteeia  and  self-fulfillment  needs 
and  these  are  the  areas  where  he  is  most  motivatable*^^ 

Praise  and  Punishment, 

In  line  with  the  consideration  of  the  close  ties 
between  recognition,  self-esteem,  and  praise,  Herbert  Chruden 
and  Arthur  Sherman  point  out  the  truism  that  employees  should 
be  recognized  and  praised  for  a commendable  accomplishment. 
They  further  state  that  praise  must  be  used  with  discretion 
and  given  with  sincerity.  If  used  too  often  it  will  have 
to  be  given  in  increasing  amounts  to  be  effective.  This 
is  a realistic  drawback.  One  writer  they  cite  questions  using 
praise  at  all  and  feels  it  has  little  motivational  effect 
and  can  be  used  adversely  to  establish  the  superiority  of 
the  giver. Peter  Dracker  feels  that  it  is  equally  important 
to  avoid  providing  total  satisfaction  of  the  desire  for 
recognition  to  the  point  that  the  employee  comes  to  regard 
it  as  a right  to  which  he  is  entitled, ^5^  This  is  a signi- 
ficant point  and  represents  one  of  the  counterweights  to 
praise  and  recognition,  Norman  Maier  discusses  the  variable 
effects  of  praise  to  include  its  fimctions  and  objectives, 

^3william  V,  Haney,  Communication  and  Organizational 
(Rev.  ed.,  Homewood,  Illinois*  Richard  D,  Irwin,' 
Inc,,  1967),  p.  20.  ’ 

Chruden  and  Sherman,  p.  30?  citing  Richard  E. 

Parson,  ’’Praise  Reappraised,"  Harvard  Business  Review. 

44:5,  (September/ October,  1963 ) , pp.  61-66 . 

^^Peter  F,  Drucker,  Management:  Tasks,  Resnon- 

JlM llti o s <1  Pra c 1 1 c e s (New  York:  Harper  and  Row,  1973), 

p • 2H"D  , 


Summarized  due  to  the  lengthy  discussion,  they  are  as 
follows; 


^ .praise  indicates  acceptance  of  and  liklnp 

* y praise  is  perceived  as 

recognition  of  work  and  effort,  it  satisfies,  and 
..  .recognition  is  high  on  the  list  of  job  satis- 
* •Praise  seems  to  have  its  greatest  value 
when  given  and  received  as  recognition  and  is  not 
either  party  as  an  attempt  to  control 
the  behavior  of  the  recipient 


Incentives. 


An  analysis  of  ways  to  recognize  achievements 
should  Include  both  financial  and  non-flnancial  incentives 
Most  of  the  literature  existing  on  industrial 


psychology  and  behavioral  science  clearly  recognizes  the 
motivational  value  of  both  financial  and  non-financlal 
incentives  for  outstanding  production  or  service. 


Robert  B.  Wolfe,  a pioneer  in  non-flnancial  Incentives, 
found  that  when  men  were  made  aware  of  their  performance 


levels,  they  were  able  to  take  the  initiative  and  improve 
their  performance  progressively.^^  The  following  case  is 
good  example  of  the  pride,  morale,  and  performance 
generated  by  a non-flnancial  incentive; 


Wolfe  was  employed  as  the  general  manager  of  a 
He  worked  out  a bonus  system,  but  his 
b^rd  did  not  like  such  new-fangled  ideas.  Wolfe 
then  decided  to  post  daily  production  turned  out  on 


^%aier,  p.  370. 
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'Henry  E.  Niles,  Mary  Cushing  Niles,  and 
James  C.  Stephens.  The  Office  Supervisor  (3d  ed.. 
New  York;  John  Wiley  and  Sons,  1959),  p.  2^-3.  ’ 
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each  of  the  eight  large  paper-making  machines* 

Production  doubled  in  a few  weeks*  The  men  took 
3uch  a pride  in  rivalry  that  Wolfe  actually  was 
afraid  they  would  harm  each  other*^® 

While  this  Illustrates  the  power  of  Incentives  which  do 

generate  morale  and  pride,  this  has  been  said  about  the 

absence  of  morale: 


* * (morale^  will  quickly  wither  and  die 
if  soldiers  come  to  believe  themselves  the  victims 
of  indifference  or  injustice  on  the  part  of  their 
government  or  of  ignorance,  personal  ambitions,  or 
ineptitude  on  the  part  of  their  military  leaders. 

Another  term  for  non-financlal  incentives  is  status 


symbols.  They  too  have  been  closely  examined  and  a typical 
comment  is  this  one  by  a British  author,  E*  W*  Hughes* 

Status  Symbols.  Again  there  are  facilities  like 
access  to  staff  status  and  dining  room  facilities, 
payment  by  cheque,  special  uniform  and  markings  on 
the  uniform,  admission  to  the  membership  of  professional 
bodies,  apprenticeship  schemes,  and  the  like.  I 
remember  a lad  working  very  hard  indeed,  not  for  money 
but  for  a brass  star  in  his  cub's  hat,  because  that  is 
what  he  valued  at  the  time.^O 


Financial  incentives  are  a proven  and  accepted 
concept;  however,  they  imiy  not  be  the  absolute  solution  to 


recognition  and  motivation*  In  a discussion  of  the  value 
of  money , Robert  Sutermelster  quotes  and  expands  a thought 
by  James  Lincoln  of  Lincoln  Electric: 


”*  o omoney  is  of  relatively  small  importance* 
beyond  enough  for  our  real  needs,  money  Itself  is 
valued  less  for  what  it  will  buy  than  as  an  evidence 
of  successful  skill  in  achievement*”  Money  thus 
earned  as  a direct  reward  for  outstanding  individual 


^^Ibid.,  pp.  243-2^4.  19ibid*,  p*  113* 
po 

- E*  W.  Hughes,  Human  Relations  in  Management 
(Oxford;  Pergamon  Press Ltd*,  1965),  p*  k3* 


performance  is  a reinforcement  of  the  motivators  of 
recpfinition  and  achievement  (italics  in  the  originalj 

It  may  well  be  that  the  value  of  the  financial  reward  given 

by  itself  or  accompanying  a promotion  is  that  it  can  be 

turned  into  a new  car,  clothes  or  house  through  which  the 

admiring  world  will  then  provide  the  needed  recognition, 

William  Haney  feels  that; 

O'"  attempting  to  motivate 

in  the  ways  which  were  quite  effective  when  people  were 
preoccupied  with  their  physiological  and  safety- 
security  needs, 

The  following  diagram  also  by  Haney  illustrates  how  this 
ability  of  money  to  satisfy  diraishes  as  one  ascends  the 
hierarchy  of  needs. 


DEGREE 

OF 

NEED 

SATISFACTION 


Ability  of  money  to 
satisfy 


I ‘Ego 
Social 


' Self-fulfillment 


, 'Safety-Security 
Physiological 

Figure  1, — Utility  of  Money  for  Need  Satisfaction^^ 


^^Robert  A*  Sutermeister,  ] 
(New  York;  McGraw  Hill,  1969),  p. 


'"‘^Haney,  p,  17, 


23ibld, 
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Grievances. 

It  is  not  unreasonable  to  assume  that  an  overworked 
supervisor  could  deliberately  fail  to  provide  recognition 
of  an  employee's  achievement  in  the  belief  that  no  great  harm 
would  be  done.  This  is  possibly  true;  however,  Chruden  and 
Sherman  hxave  provided  an  appropriate  warning;  "Management 
should  also  recognize  that  what  may  appear  to  it  to  be 
trivial  and  inconsequential  may  be  important  to  employees. "24- 
In  another  discussion  they  add  that; 

If  the  dissatisfactions  of  an  employee  go  unheeded 
or  if  the  conditions  causing  them  are  not  corrected, 
the  irritation  is  likely  to  grow  and  lead  to  unsatis- 
factory attitudes  and  reduced  efficiency  on  the  part 
of  employees  other  than  the  individual  concerned. 25 

Herzberg,  Mausner,  and  Snyderman  feel  that  man's 
needs  can  be  classified  as  either  growth  needs  or  avoidance 
needs.  They  recognize  that  certain  aspects  of  a job  can 
serve  as  motivators  and  these  satisfy  growth  needs. 
Recognition  in  Itself  is  mentioned  as  one  of  the  motivators. 
Some  other  job  factors  stimulated  avoidance  needs.  In 
discussing  the  content  of  a job  as  opposed  to  the 
environment  of  the  job,  they  found  that  elimination  of 
poor  working  conditions  reduced  avoidance  needs  but  did 
not  motivate  employees  to  greater  production.  In  other 
words,  better  job  conditions  do  not  motivate. 

24-chruden,  p.  4-56. 

25ibld.,  p.  4-54-. 

2%aney,  p.  129  citing  F.  Herzberg,  B.  Mausner,  and 
B,  Snydorman,  The  Motivation  to  Work  (2d  ed.i  New  York: 

John  Wiley  and Sons,  Inc.,  1962),  pp.  II3-I15. 


enlisted  personi®l  management 


18 


Promotion^;. 

The  enlisted  personnel  promotion  system  provides 
for  the  promotion  of  an  E-1  to  the  rank  of  E-2  upon  the 
completion  of  four  months'  service.  Promotion  to  E-3 
requires  four  months*  time  in  grade  as  an  E-2,  and  two 
of  the  four  months  may  be  waived  if  the  promotion  authority 
desires,^^  Promotion  to  E-4  may  occur  within  one  year  of 
service  and  six  months  time  in  grade  as  an  E-3,  This  may 
be  waived  to  seven  months  service  and  three  months  in  grade 
as  an  £-3,^^  The  commander's  ability  to  waive  the  time 
requirements  is  a valid  motivational  technique,  but  its 
effect  vanishes  quickly  and  new  soldiers  are  often  unaware 
that  it  exists.  These  are  relatively  rapid  promotions 
and  may  provide  massive  doses  of  self-esteem.  However, 
a valid  counterpoint  which  could  seriously  weaken  the  effect 
of  the  promotion  is  when  the  promotee  realizes  that  his 
promotion  may  be  because  of  the  absence  of  unacceptable 
behavior  rather  than  for  his  being  an  exceptional  person. 

One  individual  may  ignore  tliat  knowledge  and  enjoy  the 
belief  that  he  is  exceptional  whereas  another  more  proud 
individual  may  take  no  personal  satisfaction  whatsoever 
from  it.  The  increased  pay  aspect  has  been  discussed  earlier* 


Army  Regulation  600-200,  Enlisted 
(Washington:  Government  Printing 
7-1^, 

2®Ibid,,  pp,  7-2  and  7-9. 
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The  guidance  provided  for  pror,otlon  le  very  epoolfio. 

It  .tales:  ..Isolated  examples  of  exeellenee  or  medloerlty 

will  not  bo  used  as  a determinant  for  selection  or  non- 

.olectlon...  since  Isolated  examples  of  excellence  should 

not  be  the  basis  for  promotion,  one  solution  Is  to  mentally 

or  physically  note  all  lesser  achievements  of  the  soldier 

until  a pattern  is  established.  If  mental,  it  exposes  the 

supervisor  to  the  errors  of  memory,  and  if  physical.  It 

is  an  additional  note-keeping  requirement.  These  are  both 

Individual  rather  than  system  procedures  and  Invite  errors 

which  could  result  In  promotion  of  persons  unqualified 

in  some  aspects  or  overlooking  some  better  qualified  person. 

Either  of  these  abuses  can  then  generate  frustration  and 

resentment  among  peers  as  discussed  in  the  previous  sections 

on  Incentives  and  grievances.  How  much  better  it  would  be 

if  come  Simple,  fast,  formal  recognition  device  existed 

within  existing  management  systems  which  could  be  referred 

to  at  any  desired  time.  Deferring  recognition  of  lesser 

achievements  under  the  cure-all  of  promotion  may  be 

practical  but  may  result  in  deserving  individuals  not 

Eottlng  promotled.  The  February  1975  edition  of  the  Army 

Personnel  MewsletW  suggests  that  the  existing  promotion 

capability  of  commanders  is  not  being  used  since  there  were 

over  29,000  E-3‘s  and  77,000  E-^»s  ellpihio  -p 

j s eligible  for  promotional 


^Ibld.,  p.  A?-l. 


20 


consideration  at  tliat  time.^^  These  large  quantities  can 
be  partially  explained  by  the  fact  that  many  are  in  transit, 
undeserving,  or  in  the  various  administrative  processes. 
Another  problem  associated  with  deferring  recognition  is 
that  the  soldier  may  be  transferred  before  promotion  and 
have  to  prove  himself  again  at  a new  command*^^  This, 
however,  is  a common  problem  and  not  unique  to  this  study. 

AWARDS 


'tr 

?T 


History. 


It  seems  only  appropriate  to  open  a review  of  the 
history  of  awards  with  this  statement  by  one  of  the  greatest 
users  of  awards  and  decorations,  Napoleon  Bonaparte: 


I challenge  anyone  to  show  me  a republic,  ancient 
or  modern,  in  which  there  have  not  been  decorations. 
Some  people  call  them  baubles.  Well  it  is  by  means  of 
baubles  that  one  leads  men.^^ 


An  examination  of  history  indicates  that  awards  and 
decorations  have  probably  alvra.ys  existed  exactly  as  Napoleon 
indicated: 


Egyptian  Pharoahs  about 

1500  BC  mention  Golden  Flies  that  were  awarded  as 
decorations  of  honor.  Persons  living  in  the  days  of 
Imperial  China  wore  hat  badges,  peacock  feathers,  and 


30ncQnslderation  for  Promotion  to  Grades  e4  and  E5.” 
Army  Personnel  Lettey,  February,  1975,  p*  2.  ^ 

31ibld.,  p.  2. 


3^Herbert  Brook, 
Illinois:  Marquis-Who*  s 


The  Blue  Book  of  Awards  (Chicago, 
Who,  1956),  p.  VII. 
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special  robes  as  decoration.  Early  European  kings 
awarded  medals  as  signs  of  royal  favor.  Formal  military 

service  medals  generally  appeared  during 
between  1796  and  1815.  Later  in  the 
loOO  s many  dec  orations,  were  created  for  merit  in 
civilian  fields.  . . .33 

The  book,  Ribbons  and  Medals,  is  a classic  in  its 
field  and  contains  many  excellent  discussions  of  modern 
medals  and  ribbons  to  include  their  origins  and  changes. 

Of  particular  interest  is  the  fact  that  the  first  United 
States  medal  was  established  by  President  George  Washington 
on  Aueusc  7,  1782. 3^^  Prom  this  first  H.  s.  medal,  the  army 
award  system  grew,  developed,  and  was  used  throughout 
World  War  I,  World  War  II,  and  the  Korean  War. 

Present  Army  Awards  System. 

The  stated  objective  of  the  army  military  awards 
system  is  ”.  . .to  provide  tangible  recognition  for  acts 
of  valor,  exceptional  service  or  achievement,  and  special 

skills  or  qualifications. "35 

The  awards  of  interest  to  this  study  are  the  Army 
Commendation  Medal  (ARGOM),  Certificate  of  Achievement, 

Letter  of  Commendation  or  Appreciation,  and  Good  Conduct 

Medal. 


•31 

tr  T..  Ti  , W.  Peterson,  "Decorations  and  Medals." 

Aorld  Book  Encyclopedia  (19b7),  v,  p,  72b,  ’ 

Rlbbons  and  Medals  (Ipswich, 
but  folk:  Doubleday  and  Go.  Inc 19^4) , pp . 211-212 . 

. , 3^Department  of  the  Army  Regulation  672-5-1.  Military 

-AjSrds  (Washington,  D.C.,  197‘0,  p.  1-1.  ’ — 
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There  is  nothing  in  the  Anny  Commendation  Medal 
criteria,  as  written,  that  would  prevent  its  possible  use 
for  recognizing  lesser  achievements,  it  is  to  be  awarded 
for  meritorious  achievement,  meritorious  service,  or 
heroism.  As  stated  belov/i 


To  qualify,  the  achievement  of  the  individual  ^hrmiri 

that  It  cLS?rpl“eb  Mm 

ao?omDlishm«nr%  ^°*'  clearly  outLancllng  “ 

accompli s^ent  of  one  or  more  special  or  difficult 

tasks  would  justify  award  of  this  decoration.  . .^.36 
One  specification  that  could  possibly  limit  its  utility  as 


an  award  for  lesser  achievements  is  the  requirement  that  it 
. .normally  will  not  be  made  for  a period  of  service  of 
less  than  6 months  duration, ”37 

A Certificate  of  Achievement  is  authorized  for 
issue  to  recognize  ”,  . .periods  of  faithful  service, 
acts,  or  achievements  which  do  not  meet  the  standards 
required  for  decorations.  . . ."38  decoration 

authorized  to  indicate  its  receipt. 


Letters  of  Commendation  and  Appreciation  can  also 
be  used  to  recognize  "Acts  or  services  which  do  not  meet 
the  criteria  for  decorations.  . .or  certificates.  . . ."39 
No  decoration  is  authorized. 


The  Good  Conduct  Medal  seems  to  have  capabilities 
that  have  not  been  thoroughly  used.  As  stated: 

whn  ^ selective  basis  to  each  soldier 

who  distinquishes  himself  from  among  his  fellow  soldiers 


^^Ibid.,  pp,  2-8,  2-8,1,  2-8,1, 

38ibid.,  p.  8-2.  39ibid.,  p.  8-3. 
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by  his  exemplary  conduct,  efficiency, 
throughout  a specified  period  of  conti 
active  Federal  military  serrice.  • • • 


and  fidelity 
ijtjous  enli  s-;ed 


It  does  have  an  authorissed  decoration  which  has  the  provision 
for  up  to  l4  subsequent  awards  which  are  indicated  by 
clasps  of  various  designs, Although  this  medal  is  intended 
to  recognize  exceptional  periods  of  service,  there  is  no 


readily  apparent  reason  that  would  prevent  its  being 
modified  to  reflect  the  number  of  times  an  individual  has 
been  cited  for  a lesser  achievement.  This  may  present  some 
minor  design  problems,  but  that  could  not  be  considered  a 


significant  limitation. 

Other  decorations  provided  for  by  the  current  award 
system  are  either  of  higher  level  Intent,  highly  specialized, 
or  limited  in  their  scope  and  not  applicable  to  the  course 
of  this  study. 


SUMMARY 


Scope. 


The  total  literature  reviewed  is  far  too  extensive 
to  be  listed  here  in  its  entirety.  In  general  it  was  as 
follows} 


The  fixidings  of  management,  behavioral  science,  and 
industrial  psychology  were  examined  to  bring  into  focus  the 
use  of  non-f inancial  techniques  to  provide  motivation, 
recognition,  and  satisfaction  of  the  basic  needs. 


^^ibid.,  p.  3-1. 


^^Ibid.,  pp.  6-1,  6-2. 
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Tho  purpose  and  mechanics  of  the  Enlisted  Personnel 
Promotion  System  were  reviewed  to  explore  its  impact  on 
recognizing  lesser  achievements. 

Awards,  both  old  and  current,  were  studied  to 
identify  their  intent  and  shortcomings  if  any. 

Observations. 

From  this  review  it  can  be  seen  that: 

Self-esteem  is  important,  and  failure  to  obtain  it 
oan  create  performance  and  attitudes  detrimental  to  an 
orga,nization. 

Praise  is  an  effective  recognition  technique, 

Non-financial  incentives  can  be  effectively  used  to 
motivate  and  recognize. 

Promotion  may  or  may  not  provide  self-esteem  and 
the  contribution  which  money  makes  toward  achieving  self- 
esteem may  be  minimal. 

Large  numbers  of  eligible  personnel  are  not  being 
promoted  for  some  reason. 

Awards  and  decorations  recognize  and  motivate 
when  used  correctly. 

No  existing  decoration  or  award  provides  the 
precise  degree  and  type  of  recognition  suitable  for  lesser 
achievements  except  for  the  Certificate  of  Achievement  which 
is  not  felt  to  be  as  effective  as  it  could  be  due  to  its 
lack  of  a visible  decoration. 


Chapter  III 


RESEARCH  DESIGN  AND  METHODOLOGY 
RESEARCH  DESIGN 

This  exploratory  study  used  a survey  to  gather 
and  synthesize  the  knowledge  of  experienced  supervisory 
personnel.  A selected  sample  of  respondents  who  had 
recently  worked  in  the  area  was  chosen  in  the  like- 
lihood that  they  could  make  the  most  valid 
contribution.^ 

The  research  was  designed  to  purify  the  survey 
instrument,  gather  data,  and  analyze  and  interpret  the 
results*  The  approach  used  is  shown  in  Figure  2.  Phase  II 
was  designed  to  check  the  opinions  of  active  commanders 
against  the  opinions  of  students  at  the  college  who  had 
recently  been  commanders.  By  inspection,  no  detectable 
difference  was  noted  between  their  opinions  on  pilot 
questionnaires.  This  was  not  a point  critical  to  the  success 
of  the  study,  but  since  the  question  was  raised  during  the 
pilot  pliase,  it  was  considered  worthy  of  resolution  early 
in  the  procedure. 


^Claire  Selltiz,  Research  Methods  in  Social  nAiatinnc 
(New  York!  Holt,  RlnehlrTTa  wllaon,  ppr55-f$f 
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PHASE  I:  PILOT  PROJECT 

1.  Administer  the  test  instrument  to  a small  sample  of 
the  population  to  be  examined* 

2.  Refine  and  reconstruct  the  Instrument  as  required. 

PHASE  II:  PAST-PRESENT  VALIDATION 

1.  Administer  the  instrument  to  a small  sample  of  active 
supervisors. 

2.  Analyze  Instrument  for  disparities  between  opinions 
of  active  and  past  supervisors. 

3«  Refine  and  reconstruct  the  instrument  as  required. 

PHASE  III:  ADMINISTRATION 

1.  Administer  the  instrument  to  the  sample  population. 

2.  Tabulate  responses. 

PHASE  IV J ANALYSIS  AND  CONCLUSIONS 

1.  Identify  findings,  significant  patterns,  limitations, 
similarities,  variations,  and  associations. 

2.  Conclusions. 

3«  Recommendations. 

Additional  research.  ^ 

Figure  2.— Research  Design 


SAMPLING  PROCEDUHES 
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Relevant  Populatlpn^ 

The  1974-1975  class  at  the  C()mmand  and  General 
Staff  College  was  found  to  provide  a condensed  cross- 
section  of  recent  conmand  experience  and  typical  viewpoints 
across  the  army*  This,  then,  became  the  sample  population 
of  all  active  company  level  commanders  in  the  amy*  The 
sample  size  was  therefore  dictated  by  the  establishment  of 
the  qualifications  discussed  later. 

Sampling  of  this  type  is  a form  of  purposive 
sample.  It  was  strengthened  by  comparing  active  commanders 
with  recent  commanders  to  verify  that  what  was  typical  is 
still  typical.  Additional  strength  was  provided  by  the 
approach  of  eliminating  inappropriate  elements  rather 
than  hand-picking  those  desired  as  is  normal  for  a 
purposive  sample,^ 

_Sub,1ect  Selection  and  Quallflcationa. 

sCignificant  qualifications  of  individuals  selected 
for  this  study  were  felt  to  be: 

1,  Command  experience  at  the  level  of  direct  troop 

contact:  i.e,  battery/company/detachraent, 

2,  Command  experience  within  two  years  prior  to  this  study. 
The  population  of  approximately  1100  student-officers 
provided  a number  of  subjects  who  had  commanded  or 

^ibid,,  p.  510. 
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supervised  varying  quantities  of  personnel  inunediately 
prior  to  their  arrival  at  the  College.  The  subjects  used 
were  selected  from  the  Faculty-Student  Data  Book,  (ST  600-1), 
which  provides  condensed  biographical  data  on  each  student. 
All  students  who  met  the  parameters  listed  above  were 
selected  without  regard  to  any  other  factor.  It  was 
originally  Intended  to  select  the  subjects  from  the  College’s 
computer  data  bank;  however,  the  command  data  needed  had  not 
been  included  in  the  program. 

No  effort  was  made  to  include,  exclud«,  or  load  any 
particular  branch  of  the  army. 

Sample  Size. 

The  qualifications  stated  earlier  eliminated  the 
major  portion  of  the  total  population  due  to  either  the 
level  or  age  of  supervisory  experiences  of  the  subjects. 

This  did  not  weaken  the  study  since  it  was  not  intended 
to  get  an  average  opinion  that  would  generalize  to  the 
average  opinion  of  the  entire  population  being  sampled 
but  to  obtain  ideas,  insights,  and  ”.  . .experienced 
critical  appraisals."^  through  a purposive  sample. 
Accordingly,  sixty- two  subjects  were  selected  because 
of  their  "•  . .special  experience  and  competence."^  This 
contributed  to  the  basic  intent  which  was  to  examine 
specific  phenomena  rather  than  to  test  causal 
hypotheses. 


4bld.,  p.  539. 


3ibid.,  p.  538. 
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A non- parametric  statistical  test  was  used  to 
examine  concordance.^ 


METHODOLOGY 


The  Research  Instrument. 

The  instrument  (Appendix  A)  used  for  the  survey  was 
a questionnaire  designed  to  obtain  and  measure  variables 
which  would  provide  ideas,  insights,  and  appraisals  from 
qualified  personnel. 

The  first  part  was  designed  to  determine  the 
experience  and  qualifications  of  the  subject.  This  was 
to  be  used  to  atermlne  if  experience  had  any  bearing 
on  the  individual's  decision  to  recognize  or  not  recognize 
lesser  achievements. 

Part  two  required  the  respondent  to  declare  his 
position  for  or  against  the  first  hypothesis.  If  against, 
the  positive  act  of  checking  the  appropriate  block 
indicated  his  rejection.  If  for,  the  positive  requirement 
to  complete  question  three  confirmed  this  Intent.  The 
design  of  the  questionnaire  was  such  that  it  was  easier, 
in  terms  of  effort  and  thought,  to  declare  against 
recognition  of  lesser  achievements  than  for  them. 

Part  three  was  an  ordinal  scale  of  other  alternatives 
to  managerial  systems  now  in  existence  to  be  completed  if 


^Sidney  Siegel,  Honparametrlc  Statistics  for  the 
(New  y^k:  RcOraw  Hill  Book  Company , 


Behavioral  Sciences 
p.  VII. 
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the  respondent  felt  lesser  achleveraents  should  be  recognized 
The  choices  offered  were  the  eyolutlonary  products  of  Phases 
I and  II  of  the  research  approach  discussed  previously. 

These  fixed  alternative  questions  were  followed  by  one  open 
ended  question  to  obtain  free  input  from  the  experience  of 
the  sample  group.  This  compensated  for  any  possible 
unintended  restrictions  inherent  in  this  ordinal  scale  and 

expanded  the  realm  of  objective  evaluation  allowed  by  the 
respondent. 

An  ordinal  scale  form  was  chosen  for  Part  3 above 
other  oonmon  types  in  the  belief  that  an  attempt  to 
determine  the  exact  degree  of  superiority  or  favorableness 
of  a specific  response  would  generate  distractions  and 
was  not  really  required.*  The  Ukert  scale  was  also  rejected 
in  that  it  was  more  significant  to  determine  which  solution 
was  favored  over  another  even  if  they  both  were  low  in 
aooeptanoe.7  The  functionality  of  the  ordinal  scale  was 
most  applicable  in  the  event  the  respondent  either  liked 
or  disliked  all  of  the  solutions  offered. 

The  first  alternative  offered,  the  Good  Conduct 
Medal,  had  the  attraction  of  being  an  existing  decoration 
whose  scope  could  be  expanded  to  provide  coverage  for 
lasser  achievements.  Two  factors  which  were  against  it 

are  its  name  and  the  fact  that  it  now  has  a long  standing 
traditional  use. 


^Selltiz,  p,  191, 


^Ibld,,  pe  366, 
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Forcing  the  lesaer  achievement  into  aome  existing 
reward  was  a suggestion  that  surfaced  during  the  pilot  survey. 
The  vortting  of  this  response  generated  some  confusion^  and 
its  nature,  inflating.  The  description  of  the  accomplishment 
was  obviously  not  clear. 

The  third  alternative,  new  awards,  had  the  advantage 
of  no  prior  history  and  of  being  something  that  would 
belong  solely  to  the  lower  enlisted  ranks.  It  would  not 
detract  from  the  use  of  the  existing  awards  system.  Opposed 
to  this  is  the  fact  that  it  could  be  an  additional  adminis- 
trative burden  involving  many  difficult  questions. 

Deferring  recognition  toward  promotion  was  covered 
in  Chapter  II. 

The  final  alternative,  providing  a decoration  for 
the  Certificate  of  Achievement,  is  feasible  since  the 
criteria  for  its  award  is  a fairly  close  description  of 
lesser  achievements.  It  is  a widely  used  general  purpose 
device  at  a level  Just  below  the  ARCOM,  The  addition  of  a 
decoration  would  make  it  tangible  and  appropriate.  The 
gap  created  in  the  current  awards  system  by  eliminating  the 
present  Certificate  of  Achievement  without  decoration  can 
easily  be  filled  by  using  Letters  of  Commendation  and 
Appreciation, 

Values  of  one  through  five  were  demanded  for  the 
fixed  responses  to  indicate  the  degree  of  preference  for 
each  response,  A value  of  one  indicated  first  choice. 
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Responses  to  the  open  ended  question  were  grouped  arid 
evaluated  separately  and  then  compared  to  the  scaled 
findings.  These  data  are  not  scientifically  adrnissable 
but  may  contribute  to  future  research. 

The  reliability  of  the  instrument  was  computed 
using  the  Spearman  rank  correlation  coefficient.^  The 
stability  coefficient  was  computed  to  be  rg=0.75  and 
indicates,  on  a scale  of  0 to  -el,  the  correlation  between 
a subject's  answers  to  his  first  test  and  a subsequent 
retest.  As  a result,  the  instrument  was  considered 
reliable.  A contributing  factor  to  this  level  of  relia- 
bility is  that  during  the  first  two  phases  of  the  research, 
the  number  of  measurement  operations  were  consistently 
reduced.  While  simplifying  and  improving  the  Instrument, 
this  in  itself  reduces  reliability  scores. 9 Rather  than 
expand  the  number  of  questions  to  achieve  greater 
reliability,  and  possibly  create  confusion,  it  was  decided 
to  use  the  valid  and  appropriate  questions  from  the 
pilot  regardless  of  the  mathematical  outcome. 

A list  of  respondents  was  compiled  and  the  survey 
was  administered  in  such  a way  that  when  returned  to  the 
examiner,  no  names  could  be  associated  with  the  replies. 
This  insured  anonymity  of  the  subject  and,  hopefully, 
objective  responses. 


^Siegel,  pp.  202-206.  ^geiitiz,  p.  183. 
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Amlytical  Model. 

The  yariablea  of  the  analytical  design  were: 
Background  data  (Part  l)j  yes-no  deoision  (Part  2),  and 
the  ordinal  scale  (Part  3). 

The  various  steps  in  the  design  were: 

1.  Evaluate  yes-no  decisions  on  a percentage  basis. 

2.  Analyze  the  ordinal  scaled  responses  for  patterns, 
preferences,  rejections,  and  concordance. 

3*  Perform  grouping  analysis  on  the  opett  ended  responses 
and  compare  with  fixed  responses. 

Compute  rank  correlation  coefficients  of  selected 
items  of  background  data  and  yes-no  deoision. 

Statistical  Methods. 

Although  the  instrument  used  in  this  study  is 
felt  to  be  the  most  appropriate,  the  statistical  appli- 
cations are  somewhat  limited.  Accordingly,  only 
percentages,  median,  mode,  mean,  Spearman  rank  correlation 
coefficient,  and  Kendall *s  coefficient  of  concordance 
were  used. 


LIMITATIONS  OP  THE  STUDY 

Considerations  of  time,  finance,  and  distance 
prohibited  administration  of  the  instrument  to  officer- 
supervisors  currently  in  command  positions.  This  is  not 
felt  to  be  a significant  detriment  to  the  study  in  that 
the  respondents  used  had,  in  most  oases.  Immediately 


terminated  a command  position  and  no  significant  difference 
could  be  noted  during  Phase  II  of  the  research* 

This  study  has  an  absence  of  quantities  of  detailed 
and  precise  measurement*  Detailed  measurements  were  not 
felt  to  be  necessary  to  this  type  study  and  if  used  would 
have  required  complex  and  confusing  questions  which  would 
detract  from  the  main  purposes# 

In  that  this  study  derives  its  usefulness  from 
*'•  • .the  presentation  of  insights  and  effective  practices 
rather  than  from  the  presentation  of  the  'typical' 
its  application  to  practice  or  the  feelings  of  the  total 
population  may  be  suspect.  Since  the  subjects  examined 
are  in  the  upper  half  of  their  rank  and  individually  chosen 
for  attendance  at  the  College,  it  would  seem  that  their 
insights  and  practices  would  be  satisfactory.  This 
study  should  therefore  expose  findings  concerning  an 
existing  phenomena,  it  is  left  to  future  practice  or 
research  to  confirm  or  deny  them. 


10 


Ibid.,  p.  59. 
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Chapter  IV 
FINDINGS 

OBTAINING  THE  DATA 


Sixty- two  questionnaires  were  distributed  to  the 
students.  Forty-five  replies  were  receivedy  tabula tedy 
and  analyzed. 

RESPONDENT  CHARACTERISTICS  OF  SURVEY— PART  1, 


This  Infornjatlon  provided  general  data  concerning 
the  experience  and  qualifications  of  the  individual 
queried  and  is  as  shown  in  Table  1 below. 


VARIABLE 

NI  MUM  1 Mdb'f  1 

"T^aTT 

MAX. 

Months  in  Gmd.  of  Last  Unit 

6 

12 

1^ 

15.17 

ko 

Career  Gmd.  Time  (Months^ 

A2 

2h 

25 

29.^-q 

72 

Total  Mil.  Service  (Years') 

8 

12 

20.83 

Table  1« — Individual  Background  Data 


i, 


Inspection  of  the  nodey  nediany  and  mean  show  a 
fairl.y  stable  central  tendency.  The  mean  is  skewed  upward  in 
all  casec  due  to  a few  exceptionally  high  extremes.  Low 
extremes  are  also  present  but  represent  only  a few  cases. 

The  following  table  displays  the  distribution  of  the 
officers  queried.  The  sample  was  dominated  by  Infantry 
and  Field  Artillery  branches;  howevery  all  branches  are 


.h 
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represented  with  the  exceptions  of  Adjutant  General, 

Staff  Judge  Advocate,  and  Finance, 


■ — Silx flUAKfrlTV  OliESTjdONED  PERCENTArTF.  OF  SAMPLE 

Infantry  Ih 

Field  Artlllerv 

_ 7 

.15^*5 

Air  Defense 

5 



•111 

Ordnance 

4 

,088 

Military  Intelllpencfi 

- 3 

•066 

Transportation 

__  3 

,066 

Engineer 

2 

,oMf 

Military  Police 

2 

,oMf 

Signal 

. 2 

,044 

Armor 

- 1 

.022 

Medical  Service 

1 

.022 

Quartermaster 

..  1 

.022 

Table  2,- 

-Branch  Representation 

FIRST  HYPOTHESIS  OF  SURVEY— PART  2. 

Hypothesis  1, 

Lesser  achievements  should  be  tangibly  and  appro- 
priately recognized. 

Of  the  forty-five  individuals  sampled,  thirty-nine 
felt  that  lesser  achievements  should  be  recognized.  Six 
did  not.  In  percentages,  this  was  8?^  for  and  13^  against 
recognition  of  lesser  achievements.  This  data  may  be 
statistically  projected  to  a total  population  of  successful 
company  commanders  within  the  last  two  years,  with  99^  confi- 
dence that  the  reatata  would  fall  between  68.790I+  and 
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96.W*9  in  favor  of  recognition.  The  99)f  confidence  limits 
would  be  73.2075  and  9^4-.9458. 

SECOND  HYPOTHESIS  OF  SURVEY— PART  3, 

Hypothesis  P. 

A method  of  providing  appropriate  and  tangible 
recognition  can  be  identified. 

Before  analyzing  the  significance  of  the  rank- 
ordering requirement,  some  measure  of  the  degree  of 
concordance  between  the  thirty-nine  respondents  had  to  be 
delarmined.  Accordingly,  the  Kendall  coefficient  of 
concordance  was  chosen  since  it  . .may  be  particularly 
useful  in  studies  of  inter  Judge  [subjects]  or  intertest 
reliability,,  , , The  computations  in  condensed 

form  are  as  shown  below.  For  the  tabulated  data  leading 
to  the  Column  Totals,  see  Appendix  B, 


Column 
Totals  Rj 

112 

^39 

132  83 

119 

R^  - 2i 
J N 

-_5_ 

+22 

+15  -34 

+2 

— =TT 

Rj  - 

N 1 

25 

484 

225  1156 

4 

S=lc 

i9^  (Sura  of 

Squares 

1 of 

observed  Deviations) 

H=39  (Number  of  Judges) 

N-5  (Number  of  Objects  Ranked) 


” ' 1/12  k3(HJ-S)  ' ‘1712  <1 11^5  02^-?*°*’® 

Table  3.— Kendall's  Coefficient  of  Concordance 


Although  no  table  of  significance  (s)  was  available  that 
covered  thirty-nine  samples,  the  value  for  twenty  samples 
at  the  e05  level  of  significance  in  Table  (R)  of  Siegel 
was  468,5.  Doubling  this  to  forty  samples  gives  937. 

The  value  of  (s)  obtained  was  1894  which,  even  if  the 
expanded  significance  table  is  non-linear,  provides  a 
margin  of  957  which  should  easily  exceed  the  value  of  (s) 
required  for  rejection  at  the  .05  level.  Therefore,  the 
Null  hypothesis,  which  assumes  no  concordance  at  all,  was 
rejected,^  Since  a significant  value  of  (w)  was  found, 
this  means  that  there  is  some  degree  of  agreement  among  the 
subjects.  This  does  not  necessarily  mean  that  they  are 
correct.^  Since  it  is  established  that  they  are  qualified 
subjects,  it  is  reasonable  to  assume  that  their  opinion  is 
correct  until  better  qualified  subjects  are  found  or  it  can 
be  proven  otherwise. 

The  values  of  Rj,  shown  in  the  previous  table  as 
Column  Totals,  can  be  considered  to  represent  the 
summated  rank-order  of  the  total  sample.  In  ascending 
numerical  order,  the  order  of  preference  of  the  sample  for 
the  solutions  offered  is  as  shown  below: 


%bid.,  p.  286. 
%bid.,  p,  8. 

Ibid.,  p.  238. 
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NUMBER 

OF 

FIRST 

CHOICES 

GP.  AND 
SCORE 

■ 

INDIVIDUAL 

*VEg^0|s 

RANKING 

PREFERENCE 

IMPROVEMENT 

15 



___2.12 

1 

Cert,  of  Achievement 
w/  Decoration 

12 

112 

2^- 

2 

L/A  Contribute 

towaM  ProNiotion 

8 

119 

3 

New  Awards  for  E1-.E4 

I... 



3..^8 

4 

~6ood^(5oSduot  kedal 
also  for  Service 

1 

m 

3^6 

5 

Force  Achievement 
into  Exi  Stine  Award 

Table  4. —Order  of  Preference  of  Offered  Improvements 

Table  4,  thus,  identifies  the  means  of  recognition 
and  their  preferred  order  of  implementation.  The  first 
choice  was  the  Certificate  of  Achievement  with  a decoration. 
The  rest,  in  order,  were:  Defer  lesser  achievements  toward 

promotionj  new  awards  system  for  E1-B4}  Good  Conduct  Medal 
also  for  service;  and  lastly,  force  the  achievement 
description  to  fit  some  existing  award, 

COMMENTS  AND  OTHER  SOLUTIONS  IN  SURVEY— PART  3, 

The  free  response  portion  of  Part  3 provided 
coLiments  that  fell  into  six  general  categories:  pro- 

decoration  comments,  anti-decoration  comments,  promotion 
comments,  administrative  comments,  anti-recognition  comments, 
and  miscellaneous  comments.  Interpreted  and  abbreviated, 
the  comments  of  the  subjects  who  felt  lesser  achievements 
should  be  recognized  are  as  follows: 


ProrDocoratlon 


1.  Recognize  lesser  achievements  with  badges,  not 

ribbons. 

2.  Use  an  «Army  Achievement  Medal”  for  lower  ranks 
as  the  Navy  does. 

3.  Use  Letters  of  bommendation  and  Certificates 

of  Achievement  until  an  accumulation  of  them  merits  an  award. 

Encourage  the  issue  of  more  of  existing  awards 
to  the  low-ranking  EM  level. 

5.  Use  small  badges  to  recognize  lesser 
achievements  and  have  low-level  approval  authority. 

6,  Stop  the  practice  of  awards  boards  approving 
awards  on  the  basis  of  a certain  type  for  a certain  rank. 

/.  Some  device  to  be  Issued  under  control  of  a 
smaller  command. 

Anti-Dee  oration  Gomp^^pta. 

1.  Give  time  off  for  lesser  achievements,  not 

a medal. 

2.  A taedal  is  unacceptable.  Give  a Certificate 
or  Letter  and  consider  toward  promotion. 

3*  Give  time  off  or  use  some  existing  technique 
but  not  something  to  pin  on  chest. 

4.  Vocal  praise,  Certificate,  or  Letter.  No 

£tedals. 

5.  Use  all  other  techniques  but  no  new  awards. 
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Zromotlon  Conaaenta. 

1*  Give  points  toward  promotion  for  lesser 
achievements. 

2*  Award  promotion  points  for  lesser  achievements. 

3*  Convert  lesser  achievements  into  points  toward 

promotion. 

Administrative  Gommenta. 

1.  Recognize  lesser  achievements  with  a school  quota 
to  NCO  Academy,  Ranger  School,  etc. 

2.  Apply  lesser  achievements  to  MOS  test 

evaluation. 

3.  Let  lesser  achievements  cancel  out  Article  15' s, 
h.  Put  lesser  achievements  notation  on  personnel 

records. 

5.  Put  a "commendation"  section  on  EBR*s. 
Anti-Recognition 

1.  Adequate  incentives  already  exist.  Promotion 
is  the  ultimate  award. 

2.  Certificates  and  Letters  are  adequate.  Don't 
see  need  for  a decoration. 

Miscellaneous  GomaieHts. 

1,  $5-$10  cash  awards  for  lesser  achievements. 

2.  Physical  condition  and  athletics  should  not 
be  lesser  achievements. 


SUMMARY  OP  FINDINGS 
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Erljaary  Flndlngfl. 

The  two  primary  findings  of  the  survey  are  as 

follows* 

1*  The  sample  favored  recognition  of  lesser 
aohleveaents  by  thereby  providing  a 99%  assurance 
that  the  total  population  would  favor  recognition  by 
some  percentage  between  67%  and  96%, 

2.  There  we,  a an  acceptable  pattern  of  agreement 
among  the  subjecta  to  identify  the  following  order  of 
preference, 

A.  Certificate  of  Achievement  with  decoration. 

B.  Defer  recognition  to  promotion, 

C.  New  awards  for  E1-E4  be  developed. 

D.  Good  Conduct  Medal  be  awarded  for 
achievement  also, 

E.  Force  description  of  achievement  to  fit 
existing  awards. 


^QOQdary  Finding^. 

The  secondary  findings  of  the  survey  were: 

1.  A strong  anti-decoration  attitude  is  present 
traong  some  elements  of  the  sample. 

2,  Pro-decoration  subjects  want  lower  level 
approval,  prevention  of  malpractices,  and  the  use  of 
existing  and  now  decorations. 
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3*  Awarding  promotion  points  for  lesser  achievements 
was  considered  by  some  subjects  as  providing  adequate 
recognition. 

h.  Assorted  administrative  actions  are  felt  to 
provide  adequate  recognition  by  some  examinees. 

5.  Some  additional  ideas  such  as  small  cash  awards 
and  an  Army  Achievement  Medal  may  have  merit  and  could  be 
studied  further. 


Chapter  V 


CONCLUSIONS  AND  SUMMARY 
CONCLUSIONS 

Inferenoea  Dravn  from  the  Survey  Finding, 

The  meaning  of  and  conclusions  drawn  from  the 
previous  chapter  on  findings  are  as  presented  below; 

Part  1. — respondents*  characteristic^.  The  subjects 
purveyed  are  considered  to  be  knov^ledgeable^  experienced ^ 
and  qualified  individuals.  The  average  total  command  time 
of  29,^3  months  shown  In  Table  1 does  not  Identify  the  years 
of  supervision  of  enlisted  personnel  when  not  actually  in 
command.  Those  years  are  probably  the  major  portion  of  the 
mean  of  thirteen  years  of  military  experience  shown.  The 
mean  command  time  of  their  last  unit  of  15«17  months 
appears  to  be  a reasonable  period  in  which  to  become  thoroughly 
versed  in  the  problems  of  the  low  ranking  enlisted  man  and  tht? 
workings  of  the  award  system.  These  quantities  of  time  in 
themselves  are  not  conclusive  unless  quality  of  performance 
during  those  periods  is  considered.  The  presence  of  these 
individuals  at  the  Command  and  General  Staff  College  is  an 
indication  that  they  were  reasonably  successful  and 
proficient  in  their  performance. 
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4-5 


hjgpo thesis*  The  high  ratio  of 
almost  seven  to  one  in  favor  of  recognition  is  considered 
to  be  a conclusive  response.  The  possibility  that  a subject 
could  have  avoided  the  issue  and  work  by  checking  the 
"against"  block  was  a point  of  concern  that  apparently 
did  not  materialize*  The  high  favorable  response  plus 
the  effort  of  providing  comments  to  the  free  response 
question  indicates  that  few  subjects  even  considered 
it.  This  lends  additional  strength  to  the  "for" 
responses  in  that  the  questionnaire  design  made  it  easier 
to  respond  against  recognition  than  for  recognition. 

The  first  hypothesis,  that  lesser  achievements  be  tangibly 
and  appropriately  recognized,  is  considered  to  be  proven. 

£art  3 t— second  hypothesis.  The  findings  of  this 
part  are  that  the  preferred  solution  to  the  problem  of  how 
best  to  recognize  lesser  achievements  is  to  use  the  Certificate 
of  Achievement  with  a suitable  decoration. 

Since  use  of  the  ordinal  scale  demands  that  the 
examinee  rank  all  choices,  there  is  a possibility  that 
he  may  dislike  many  of  the  choices  offered.  To  gain  an 
insight  Into  this  possibility,  one  can  give  attention 
to  the  respondents*  first  choice  and  temporarily 
disregard  the  other  choices.  In  this  case,  the  number 
of  first  choices  as  shown  in  order  in  Table  4 was; 

15,  12,  8,  3,  1*  The  highest  was  fifteen  which  agrees 
with  the  cumulative  to.tal  ranking  order.  Using  the  opposite 
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approach,  the  number  of  last  choices  In  the  same  order  were: 
3»  10,  9,  10,  7*  This  still  shows  a preference  for  the 
Certifioate  of  Achievement  with  decoration.  The  fairly 
uniform  distribution  of  last  choices  for  the  other  four 
improvements  appears  to  be  insignificant. 

Evaluation  of  the  comments  previously  presented  in 
detail  in  the  chapter  on  findings.  Chapter  IV,  yields  three 
general  conclusions  about  the  comments  as  follows: 

!•  The  majority  of  the  comments  are  variations  of 
the  five  choices  offered, 

2,  Officers  have  used  a vride  variety  of  techniques 
to  provide  lesser  achievements  recognition, 

3*  Some  officers  feel  the  existing  incentives 
and  systems  are  adequate  to  recognize  lesser  achievements. 

The  first  conclusion  shown  above,  that  the  majority 
of  the  comments  are  variations  of  the  five  choices  offered, 
has  a bearing  on  the  rank-ordering  requirement.  Restricting 
the  rank-ordering  requirement  to  a fixed  number  of  choices 
was  necessary  for  statistical  comparison  and  Identification 
of  the  best  way  to  recognize  the  lesser  achievement. 

However,  this  made  it  mandatory  to  provide  ar.  open  ended 
question  to  determine  if  the  fixed  responses  were  all 
Inclusive,  Since  most  of  the  comments  were  primarily 
variations  of  the  fixed  responses  offered,  it  does  not 
appear  that  restricting  the  respondent  to  the  five 
choices  had  any  undesireable  or  biasing  effect  on  the 
results  of  the  ranking  of  the  choices. 
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A lessor  objective  of  the  study  was  to  search  for 
any  correlation,  pro  or  con,  between  a high  amount  of 
total  command  time  and  the  first  choice  of  an  improvement. 

No  pattern  could  be  determined. 

One  objection  to  the  study  that  has  been  raised  is 
that  the  respondent  was  not  offered  the  option  of  choosing 
to  use  the  existing  system.  Since  the  identification  of 
the  problem  required  the  acceptance  of  some  degree  of 
shortcoming  in  the  existing  system  or  in  its  implementation, 
the  addition  of  such  an  option  in  part  3 would  have  totally 
changed  the  nature  of  the  study.  If  the  respondent  felt 
strongly  in  favor  of  the  existing  system,  he  could  have  so 
indicated  in  the  open  ended  response.  Of  the  twenty-eight 
written  comments,  twelve  could  be  interpreted  as  endorsing 
the  existing  system.  This  is  less  than  half.  Compared  to 
the  thirty-five  positive  responses,  this  is  a percentage 
of  30,7  in  favor  of  using  the  existing  system.  Of  the  twelve 
respondents  endorsing  the  existing  system,  six  ranked 
promotion  first,  four  ranked  the  Certificate  of  Achievement 
first,  one  chose  "forcing”,  and  one  chose  developing  new 
awards.  Whiether  a greater  number  would  have  chosen  to 
use  the  existing  system  if  it  were  a proffered  option  must 
be  determined  in  future  studies. 

Since  valid,  tangible,  existing  recognition  was 
identified  and  offered  and  a clear  first  choice  v/as 
indicated,  the  second  hypothesis,  that  a method  of  providing 
appropriate  and  tangible  recognition  can  be  identified,  is 
considered  proven. 


Msltatlons  of  the  Findings. 

As  discussed  previously  in  the  study,  the  findings 
regarding  the  second  hypothesis  may  or  may  not  be 
projectable  to  the  total  population.  Since  these  findings 
are  valid  for  this  sample  group,  it  appears  that  they  would  be 
valid  when  applied  to  the  population.  An  additional 
consideration  is  whether  a survey  of  the  low  ranking 
enlisted  men  would  agree  with  the  opinions  of  the  commanders. 
If  time  permitted,  that  would  have  become  a second  phase 
of  this  study. 

AlLPlicatlon. 

The  question  of  whether  or  not  the  Certificate  of 
Achievement  with  decoration  would  provide  adequate 
recognition  of  lesser  achievements  without  undeslreable 
effects  can  be  answered  to  some  degree  by  further  study. 

The  best  test  of  the  Certificate  of  Achievement  decoration 
would  be  a trial  period  of  several  years  with  close 
observation  of  its  effect  to  determine  if  it  has  value. 

This  has  a counterpoint  in  that  the  test  status  could 
distort  its  value  and  favorable  peer  recognition  requires 
knowledge  by  all  peers  of  the  significance  of  the 
decoration,  a difficult  point  for  any  new  decoration.  An 
additional  factor  that  must  be  considered  is  the  officer- 
supervisor's  responsibility  to  Insure  that  any  reward  given 
is  clearly  and  obviously  earned*  Peer  group  approval  or 
disapproval  can  create  tremendous  pressures  upon  both 


management  and  the  recipient  of  a reward  if  the  reward  is 
received  but  not  earned  or  earned  and  not  received*  The 
reason  is  presented  clearly  by  James  Cribbini 

. • *The  rewards  and  punishments  doled  out  by  the 
peer  group  are  not  only  more  immediate  than  those 
management  has  in_lta  control  but  HtW  often  far  more 
compelling.  . . 

An  objective  and  unbiased  test  confined  to  a large  unit 
such  as  a division  for  at  least  one  year  should  be  adequate 
to  observe,  measure,  or  evaluate  its  effect  on  self-esteem, 
morale,  and  motivation.  The  test  should  Include  screening 
commanders  to  identify  their  attitudes  toward  the  device 
in  light  of  the  anti-decoration  attitude  identified  in 
the  findings. 

Another  alternative  would  be  to  use  a large 
concentration  of  new  soldiers,  possibly  in  Advanced 
Individual  Training,  so  as  to  avoid  possibly  undeslreable 
comments  and  harassment  from  older  enlisted  personnel 
expressing  biased  but  influential  views. 

Changes  to  the  current  regulation  on  awards  would 
be  miniroal.  The  procedures  and  criteria  used  would  be  those 
of  the  existing  Certificate  of  Achievement  except  that  a 
decoration  would,  also  be  presented.  The  approving  officer 
would  be  the  lowest  field  grade  officer  in  the  jhain  of 
command.  The  decoration  would  rank  immediately  below 
the  Army  Commendation  Modal  and  Purple  Heart.  A possible 


Gribbln,  Eff ectlye  Managerial  Leadership 
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design  would  be  identical  to  the  Army  Commendation  Medal 
except  the  five  vertical  white  lines  would  be  covered  with 
a removeable  silver  disk  which  would  bear  the  words: 
ACHIEVEMENT-lst  AWARD,  ACHIEVEMENT -2d  AWARD,  and  so  forth. 

A suggested  name  for  the  award  is  the  Soldiers'  Achievement 
Medal/Badge, 


SUMMARY 

This  study  has  attempted  to  explore  a phenomena 
identified  as  lesser  achievements.  Selected  and  credible 
personnel  were  used  to  evaluate  two  hypotheses: 

1.  Lesser  achievements  should  be  tangibly  and 
appropriately  recognized. 

2.  A method  of  providing  appropriate  and 
tangible  recognition  can  be  identified. 

The  findings  of  the  study  showed  that: 

1.  Selected  and  qualified  personnel  favored 
tangible  and  appropriate  recognition  of  lesser  achievements 
by  a ratio  of  6.69  to  1, 

2.  A means  of  providing  tangible  and  appropriate 
recognition  of  lesser  achievements  within  existing 
managerial  systems  could  be  and  was  identified  as  the 
Certificate  of  Achievement  with  a suitable  decoration. 

As  a result  of  the  findings  of  the  study,  the  hypotheses 
were  considered  to  be  accepted. 
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RECORMENDATION 

It  Is  recommended  that  the  Certificate  of 
Achevement  have  a suitable  medal  or  badge  included  for 
award  to  low  ranking  enlisted  men.  The  concept  should  be 
trial  tested  toward  future  army  wide  adoption  for  the  purpose 
of  eliminating  the  nrunerous  problems  caused  or  contributed 
to  by  the  need  for  such  a device. 

FUTURE  RESEARCH 

It  may  be  advantageous  in  future  research  to  give 
greater,  possibly  extensive  attention  to  the  wording  and 
selection  of  Options  used  in  part  3 of  the  questionnaire. 
Those  used  in  this  queatiorinaire  were  exposed  to  two  pilot 
groups  with  no  noticeable  problems.  After  tabulation 
of  the  entire  survey  the  first  choice  of  the  respondents 
stood  out  clearly  and  definitely.  The  second  choice  was 
a close  second  choice  when  measured  by  "number  of  first 
choices"  (Table  4) , VThen  measured  by  the  "group  average" 
it  is  closer  to  the  third,  fourth,  and  fifth  choices  than 
the  first  choice.  This  appears  to  Indicate  that  the 
second  choice  actually  ranked  very  low  by  a portion  of 
the  group  that  was  averaged  although  the  larger  portion 
of  the  group  chose  it  first.  There  is  then  the  logical 
question  of  how  the  results  would  appear  if  obtained  on 
on  internal  scale.  Possibly  this  could  be  done  in  the 
future . 
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The  exact  intent,  nature,  and  meanlnR  of  each  option 
could  have  been  elaborated  on  in  greater  depth.  This  must, 
however,  be  done  with  extreme  care  to  avoid  confusion  and 

misunderstanding  brought  on  by  points  of  the  elaboration 
itself. 

The  possibility  of  biased  Inferences  in  two  options 
appears  to  be  largely  a question  of  semantics.  It  is  doubtful 
if  any  wording  would  be  completely  free  of  semantics 
problems;  however,  future  research  procedures  should 
include  a phase  dedicated  solely  to  the  resolution  of 


semantic  interpretations. 
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APPENDIX  A:  THE  QUESTIONNAIRE 


INSTRUCTION  SHEET 

This  survey  is  designed  to  gather  data  from  company, 
battery,  and  detacbunent  commanders  regarding  their  experience 
with  awards  to  enlisted  men  (El-E-4)  for  a "lesser  achieve- 
ment," (For  examples  of  "lesser  achievements"  see  Annex  A.) 
(The  survey  does  not  concern  awards  to  officers  or  warrant 
officers.  It  does  not  concern  awards  for  performance  in 
combat,  heroic  acts,  or  Vietnam  abuses.  It  is  not  concerned 
with  awards  higher  than  the  Army  Commendation  Medal— ARCOM.) 

The  survey  is  a portion  of  my  research  in  connection 
with  the  thesis  requirement  for  the  degree  of  Master  of 

Military  Art  and  Science,  U.S.  Array  Command  and  Geniral 
Staff  College. 

The  survey  will  require  from  10  to  20  minutes  to 
complete. 

Please  give  your  answers  careful  consideration. 

The  name  of  the  officer  completing  the  questionnaire  is 
not  required;  however,  I have  used  a name  slip  for  distri- 
bution purposes.  I have  selected  you  for  this  survey 
because  of  your  command  experience.  When  completed,  please 
remove  your  name  slip  and  return  to  me  in  Section  8. 

Thank  you  for  your  help. 

Patrick  R.  Hughes 
Major  PA 

Phone:  684-3174 


ANNEX  A 


LESSER  ACHIEVEMENTS— EXAMPLES 

!•  Significant  contribution  to  unit  readinoj^s* 

2.  Unusual  participation  in  community  relations. 

3*  Exceptional  and  protracted  appearance  or  performance. 
Exceptional  physical  condition  or  talent. 

Significant  contribution  to  welfare  or  morale  of  unltj 
office,  ship,  gun,  tank,  etc.;  such  as,  entertaining,  extra 
help,  ideas,  etc. 

6.  Exceptional  conservation  of  supplies  and/or  equipment. 
7«  Significant  Increase  in  education  while  on  active  duty. 

8.  Continual  ideas  and/or  suggestions  resulting  in  faster, 
better,  more,  fewer,  etc. 

9.  Continual  and  exceptional  competition  in  sports. 

10.  Exceptional  effort  in  support  of  Armed  Forces  Day, 

civilian  displays,  parades,  or  recruiting  assistance. 


- - 


SUIiVEY  QUESTIONS  FOR 
COMPANY/BATTERY/DETAGUMENT  COMMANDERS 

PLEASE  READ  ENTIRE  SURVEY  CAREFULLY  BEFORE  ANSWERING 

any  questions. 

1.  Please  fill  in: 

Type  unit  last  commanded 

Time  in  command  of  that  unit__ (months) 

Total  career  command  time^ 

Total  military  service 
Basic  branch 

2.  Introduction; 

A low  ranking  (E-1  to  E-4)  enlisted  man  of  average  ability 
will  occasionally  perform  some  act  or  service  which  is 
exceptional  and/or  commendable.  A typical  listing  is  enclosed 
as  ‘'lesser  achievements."  These  achievements,  by  their 
nature  and  degree,  may  deserve  recognition  by  some  tangible 
means  such  as  a decoration  or  promotion  but  may  not  qualify 
for  the  Army  Commendation  Medal.  The  Certificate  of  Achieve- 
ment and  Letter  of  Commendation  do  not  have  a decoration. 

The  Good  Conduct  Medal  is  mainly  used  for  periods  of  good 
conduct.  Therefore,  these  lesser  achievements  do  not 
conveniently  "fit"  anywhere. 

With  this  in  mind,  please  decide  whether  you  feel  lesser 
achievements  should  or  should  not  be  recognized.  If  you  feel 
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they  .sho^y^d  be  recognized j please  complete  question  3* 

If  you  feel  they  should  not  be  recognized,  please  check 
the  block  below  and  return  the  survey# 

□ I do  not  feel  that  lesser  achievements  should  be 
recognized# 

3.  The  best  way  to  recognize  lesser  achievements  would 
be;  (Please  rank  order  the  following  statements  from 
one  through  five  beginning  with  #1  as  your  first  choice# 
All  five  must  be  ranked  for  statistical  analysis#) 


Providing  an  appendage  to  the  Good  Conduct  Medal 

and  allowing  its  issue  for  achievement  as  well  as 
service  plus  a numerical  device  to  show  the  number 
of  awards  received# 

"Forcing*'  the  lesser  achievement  into  an  existing 

reward  of  some  kind# 

Developing  some  new  awards  for  low  ranking  EM  that 

are  obtainable  easier  and  faster  for  achievements 
that  rank  below  an  Army  Commendation  Medal  and  de- 
serve a decoration  while  retaining  the  present  system 
for  all  other  enlisted  and  officer  ranks# 

I^  the  individi^l  is  qualified  in  all  other  aspects, 

defer  recognition  and  consider  the  lesser  achievement 
toward  promotion  considerations. 

Using  the  Certificate  of  Achievement  if  there  was  an 

appropriate  decoration  to  be  worn  to  show  its 
receipt  and  the  number  of  awards  received# 

Now  that  you  have  ranked  the  proceeding  5 statements,  please 

use  the  space  below  for  any  other  solution  that  you  might 

like  to  offer.  Please  give  the  general  idea 

if  you  have  not  thought  out  the  details. 


or  comment  even 
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APPENDIX  C:  VERBATIM  COMMENTS 

The  following  verbatim  comments  from  the  questionnaire, 
(Appendix  A),  are  reproduced  here  for  reference: 

A decoration  such  as  an  Army  Achievement  Medal,  I 
feel,  would  be  favorably  accepted  by  the  lower  enlisted 
ranks.  The  Air  Force  and  Navy  have  decorations  of  this 
type.  The  trooper  who  keeps  his  vehicles  running  month  in 
and  month  out  is  contributing  Just  as  much  toward  combat 
readiness  as  the  general  who  coins  new  phrases  for  fire 
and  maneuver, 

I believe  that  the  development  of  any  type  medal 
for  lesser  achievements  is  unacceptable.  As  I understand 
the  present  system,  Certificates  of  Achievement  (from  DA 
down  through  division)  Letters  of  Commendation  (from  Dlv, 
dovm  through  Co,)  and  Letters  of  Appreciation  (from  Div* 

down  through  Co,)  respectively  are  t'^e^dable]  to 

recognize  "lesser  achievement."  These  Certificates  and 
Letters  should  be  considered  when  an  individual  is  considered 
for  promotion. 

Provide  a means  of  Awarding  promotion  points  in  a 
manner  similar  to  education  or  other  Awards  and  decorations. 
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Example  #11  n.  Superior  results  In  MOS  test 
evaluations. 


The  best  reward  for  any  EM  Is  a lay  off.  Suggest 
a letter  of  commendation  for  his  files  and  a three  day  pas 
over  throe  week  days  or  two  weekdays  and  a Sat.  i don't 

think  we  need  a new  medal  but  we  do  need  to  recognize  the 
lesser  achievements. 

Recognition  is  the  important  thing — as  an  interim 
measure  a letter  of  App./Recog/Congrat.  etc  would  be 
appropriate  then  let  this  serve  as  input  to  a Ijater  and 

more  significant  award  prior  to  the  mans  rotation;  or 
promotion. 


Small,  well  designed  badges  similar  to  weapons 
qualifications  badges  would  be  a similar  alternative.  The 
approval  authority  is  a issue.  I would  recommend  no 
more  than  two  levels  above  the  unit,  l.e.  GP/BDE  etc. 

I believe  that  commanders  should  be  encouraged  to 
force  more  awards  down  toward  EM.  In  other  words  they 
should  consider  subjectively  that  it  probably  takes  a 
lesser  contribution  by  an  NGO  to  equal  a contribution  which 
inrould  say,  qualify  a Major  for  an  ARCOM. 


F 
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Choice  #1  with  an  appropriate  letter  Ir  201  file 
that  counts  points  for  promotion* 

Directing  reviewing  boards  not  to  limit  consideration 
of  awards  by  rank,  but  by  the  contribution  an  Individual 
has  made  compared  to  the  responsibilities  assigned,  vmy 
should  ARGOMS  only  go  to  Company  Grades  and  MSM's  to 

04  & 05' s and  DSM  to  05  & 06?  That  type  system  has  built 
in  problems* 


j 


I question  the  proliferation  of  additional  ribbon/ 
medal  "awards*"  The  current  system  augmented  by  INDIVIDUAL 
RECOGHTION  (appropriate  ceremony  in  front  of  peers  at 
platoon  or  company  level  presented  by  NCO,  Co  Cdr,  Bn  Cdr, 
or  higher  dependent  upon  the  achievement)  is  adequate* 
Specific  examples  include  presentations  of  expert  driver 
and  mechanic  badges,  letters  of  appreciation  or  commendation, 
verbal  pats  on  the  back  at  Cdr*s  Call,  unit  formations,  etc* 
All  are  considered  for  promotions,  certificates  and  awards 
at  end-of-tour*  Very  rarely  are  "awards"  given  for  specific 
peacetime  achievements* 

Iporament  added  to  final  choice  on  questionnaire^ 

Am  not  convinced  that  we  need  such  a declaration* 

The  C.  of  A.  Itself,  if  publicly  presented,  should  suffice. 

Same  subject  but  taken  now  from  the  space  provided  for 
comments*  1.  Include  a "commendation"  section  on  EERs 
to  provide  additional  promotion  points* 


.a'" 
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I would  prefer  a device  responsive  to  the  smaller 
command.  Under  approval  and  recommendation  of  a board  of 
officers  & NGO's  within  that  command  for  quality  control, 

I still  like  the  idea  of  cash  avjards— and  so  do  the 
troops.  Even  if  it's  only  $5  or  $10  it  oftentimes  means 
more  to  the  troop  and  is  more  of  an  incentive  to  do  thlnys 
well  I Reinstitute  the  cash  awards  I' 

E“3  & E-4  in  my  unit  have  received  a number  of 
ARCOMS,  Cert,  of  Achievements,  and  other  letters.  Too 
often  they  receive  none.  Your  idea  of  an  actual  decoration 
in  place  of  the  Cert,  of  Achievement  may  be  the  best  by 
far  of  the  above  ideas.  If  question,  feel  free  to  call  me; 
— [signed  with  Section  number  and  initialed^ 

V/hatever  "award"  system  is  used  it  must  be  timely, 
worth  having  (NOT  AN  ABUSED  AWARD),  achieve  peer  recognition 
possibly  count  as  promotion  points,  and  at  least  temporarily 

become  a part  of  the  individuals  records  for  consideration 
by  boards. 

Use  school  quota  (NGO  Acad'y  ETC  E.g,  Ranger)  to 
recognize  merit— 
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In  most  instances  ^'lesser  achievements”  are  usually 
part  of  a pattern  specifically  with  suggested  system 
improvements  This  indicates  to  me  that  the  Individual  is 
sufficiently  knowledgeable  and  deserves  to  be  promoted 
ahead  of  his  contemporaries.,, 

I believe  badges  rather  than  ribbons  would  be  more 
useful  with  appropriate  destinctlon  bars  for  different 

categories  if  some  QmreadableJ  is  decided  upon. 

However,  too  many  badges  and  ribbons  tend  to  be  glossed 

over  (Eg  The  Air  Medal  for  anybody  who  rode  in  the  back 
of  a UH-1) 

Promotion  seems  to  be  a driving  force  for  the  lower 
ranking  individual,  I feel  that  if  there  were  [intent  assumed 
to  be  I feel  there  should  be,  , ,j  some  \my  to  promote  an 
E-3  or  E-4  after  he  had  accumulated  a specific  number  of 
lesser  achievements  [period  assumed  Intended  herej  have  been 
acquired.  Example  for  rapid  promotion  from  E-3  to  h lesser 
achievement  points  and  for  E-4-  to  E-5  maybe  6 lesser 
acalevement  awards. 


No  solution,  just  a statement--Whatever  recognition 
is  given  should  be  given  in  full  ceremonial  fashion,  i.e,, 
presented  or  awarded  in  a full  unit  formation  rather  than 
an  office  presentation*  The  event  must  have  significance, 
not  only  to  the  person  receiving  the  award,  but  to  the 
entire  unit  or  organization. 


I 

I 


64 

I have  found  the  Letter  of  Commendation  quite 
appropriate  & well  received  if  issued  with  discretion 
meaningfully  phrased 

Anyone  ’'lesser  Achievement"  could  not  be  considered 
outside  overall  service.  Vocal  praise  should  always  be 
considered  and  is  more  effective  than  most  may  think. 

"Lesser  achievements"  in  large  number  should  be  considered 
for  single  award  such  as  ARCOM,  but  a single  "L.A,"  does 
not  warrant  more  than  vocal  recognition,  Ltr  of  apprec./ 
acc.,  or  Cert,  of  Ach.  Piease,  no  new  medalst! 


I 


Recognition  should  be  given  to  those  who  deserve 
it— Additional  time  off,  savings  bond,  LTRS  of  APP.  A COM, 
Higher  Promotion  consideration,  etc.  rather  than  something 
to  pin  on  the  chest.  However,  the  recognition  should  take 
place  as  soon  after  the  deed  as  is  possible. 


Exceptional  physical  condition  or  athletic  ability 
should  not  be  classified  as  "lesser  achievements".  They 

do  not  necessarily  assist  the  unit.  Signed  and 

section  number  added. 


Allow  a "Lesser  Achievement"  to  cancel  out  an 
A.?ticle  15"  (officially  removed  from  his  record) 

Include  a notation  on  personnel  records  of  Certi- 
ficates of  Achievement,  letters  of  commendation,  etc 
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I feel  adequate  incentives  and  means  for  recognizing 
good  performance  of  duty  exist  today. 

Although  there  is  no  "Lesser  achievement"  ribbon, 
there  are  numerous  local  training  patches,  devices  & caps, 
tabs,  etc  to  fill  thU  requirement.  To  my  experience,  pro- 
motion is  the  ultimate  reward  for  El-E>d*s  who  excel. 

Waivers  of  time  in  grade  allows  a commander  to  recognize  this. 

Letters  to  parents,  letters  to  files,  certificates, 

PIO  coverage,  etc  also  allows  a command  to  reward  lesser 
achievements  without  a badge  or  device. 

As  a captain  I might  ask  why  only  Generals  get 
DSM's  Col's  IJi's  & Ma^LTC's  MSM's?— Hov  about  a "junior 
officer  lesser  achievement  award"? 

I simply  feel  there  are  better  ways  to  inflate  a 
man's  ego  ^ prestige  than  a new  ribbon,  but  I am  pleased 
you  are  looking  out  for  the  EM,  [initialed]] 


1.  I must  presume  that  by  "recognized"  you  mean 
recognition  by  award  of  a decoration  vlsable  to  others, 

2,  Having  served  eight  years  in  the  EM  and  NCO 
ranks  1 considered  the  award  of  a Certificate  of  Achievement 
or  Letter  of  Commendation  as  personal  recognition, 

3»  I quite  honestly  cannot  see  the  need  for  recog- 
nition for  Lesser  Achievements  in  the  form  of  a decoration, 

A lesser  achievements  decoration  would  only  serve  as  a 
vehicle  available  to  use  in  lieu  of  the  ARCOM  when  the 
"writer"  was  less  than  proficient  in  justifying  the  ARCOM 
recommendation. 


> 
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